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How to Use This Book
This book is intended to be a guide to assist those who want to 
improve their business-to-business (B2B) email marketing results. 
How to Win at B2B Email Marketing: A Guide to Achieving Success 
will guide readers through all aspects of an email program, including 
strategy, data, design, copywriting, delivery, and analysis. Readers can 
step through the book sequentially or jump around from section to 
section depending on their current challenges or interests.

Throughout the book readers will notice icons highlighting 
important tips and takeaways. Pay special attention to 
these items as they will identify the content most likely to 
impact your marketing approach.

At the beginning of each chapter, the “Starting Line” 
will describe the email marketing challenges that 
chapter covers. Reading through these will help 
readers understand if their challenges are part of the 
chapter content.

At the end of each chapter, “The Winner’s Circle” will 
recap the most important strategies and tactics from that 
chapter. This can be used as a review for anyone who 
reads through the chapter or as a summary of the key 
points of the chapter for those who need to digest the 
most important information.

The book’s website (b2bemailmarketingbook.com) includes 
additional resources, case studies, and other information that will help 
keep readers informed of the most current happenings in B2B email 
marketing. Visit regularly, subscribe to the newsletter, and use the 
contact form if you’d like to reach out and connect with me directly. 
I’d enjoy hearing from you, and yes, I will personally respond.
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Starting Line:
In this chapter you will learn:
• Why email is still a top communication channel
• Why email marketing is essential to business
• Why email is the most preferred channel for  

marketing messages

Email is considered “old-fashioned” by many. It isn’t sexy. Many 
have labeled it “dead.” (The Wall Street Journal did in 2011.)1 

But it is the workhorse of the business world. There are 11,680 
emails sent to the average worker each year.2 On average, a 
worker spends 28% of company time reading and answering 
email.3 It’s no wonder that email continues to play a dominant 
role in business communications and marketing.

STAT  The average office worker checks  
their email inbox 30 times per hour.4

Email is so ingrained in our business operations that we don’t 
really stop to think about why we use it. What makes it such a 
successful platform? Why has it maintained its position as the 
top communications platform for so long? Why do marketers 
find it so valuable? The answers may be different to each user or 
business, but tucked in among these virtues are answers to all 
these questions:

1. Email is ubiquitous. Everyone has it, and because they do, it’s 
a crucial tool. After all, what would you think of a business that 
didn’t have email capabilities?

2. Everyone knows email. Email is a fairly simple tool. It’s easily 
understood on both sides. Marketers understand that it’s a 
great way to reach contacts. Recipients know that they have 
the power to manage their messages and act according to their 
best interests. It’s a win-win for everyone involved.

CHAPTER 1  
Why Email = Winning    
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3. Everyone uses email. The use of email is not diminishing; in fact, 
it’s growing. And it’s growing a lot. Overall email volume is increasing 
11.2% a year.5 As long as email has been around, it’s been a channel that 
has exhibited constant, steady growth. And its evolution continues.

4. People respond to email. Email response rates continue to confirm 
that people respond to email. It’s the preferred channel for many 
consumers and businesses alike. An average worker spends 15% of each 
day reading email and 13% of a day responding to emails.6

5. It’s sticky. People check their email. Frequently. Many people do it 
before they get out of bed in the morning. Many business professionals 
say it’s the first thing they do to start their day. People rely on email, 
which is why they check it constantly. They act on email marketing 
messages. It’s an important part of their professional and personal lives.

6. It’s fast. Email marketing campaigns can be prepared quickly, 
especially when compared to other channels. Some marketers can turn 
around new campaigns in a matter of minutes. And delivery of those 
campaigns can happen in seconds. If a business has a need for speed, 
then its communication choice will almost always be email.

7. It’s measurable. The beauty of email is that you can track results. In 
real time. You know how effective your marketing is within minutes of 
sending it out. From bounce backs to opens to clicks to conversions, 
all the data necessary for marketers to understand the effectiveness of 
their marketing can be analyzed instantly.

8. It can be targeted, segmented, and personalized. Need to reach a 
small portion of your list with an important message? Want to vary your 
messaging for each recipient? Want to create a unique message for 
each recipient? No problem. Email can do all that and more.

9. You own your email. Unlike other marketing channels like search and 
social, you own your email data and content. You are in control of your 
platform and messaging. You make your own email marketing choices 
and own every step of the process. 

10. Email is cost effective. The cost of email marketing is so inexpensive 
that businesses tend to spend more on internal resources than on email 
platform or technology fees. There’s no other marketing channel where 
you can provide as much value at such an inexpensive cost.

11. Email has a high return on investment. Due to its minimal 
production requirements and high conversion rate (especially when 
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compared to other channels), email provides tremendous 
opportunity for businesses to realize a positive return 
on investment.7

Email Marketing  
Is Essential to Business
Email marketing plays a very important role for the majority of 
businesses. A whopping 88% of marketers8 believe that email 
marketing does or will produce a return on investment (ROI), 
and 68% of marketers say email marketing is core to their 
business strategy for a variety of reasons, the top being:

•  Email indirectly impacts your business performance (42%).
•  Email is a critical enabler of products/services your business 

provides (42%).
•  Your business’s primary revenue source is directly linked to 

email operations (16%).

Email is also the top-preferred channel for permission-based 
marketing messages. And it’s not even close—77% of people 

96% believe the ROI  
of email marketing  
will remain consistent 
or will increase.
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prefer receiving promotional messages via email, while less than 10% 
prefer channels like direct mail, text messages, mobile apps, and 
social channels.9

Email provides the most direct line of communication to your 
audience, and it does so quickly and inexpensively. It drives 
awareness and interest, builds loyalty, and generates conversions. 
And to top it off, it is completely trackable.  

Smart marketers know that email = winning.

People are more 
than 7x more likely 
to want to receive 

promotional 
messages in their 
inbox versus any 

other channel.

Winner’s Circle:
•   Email is the workhorse communication channel. 

It’s no longer sexy, but it delivers results.
•   Everyone uses email. Everyone is comfortable 

with email. People respond to email. That 
makes it an ideal communication channel.

•   Email generates a higher ROI (return 
on investment) than any other 
communication channel.

•   Email is the top-preferred channel for 
permission-based marketing messages, 
and no other channel is even close.
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Starting Line:
In this chapter you will learn:
• Why you need email marketing goals
• How to determine your goal
• How to establish and use benchmarks
• How to reach your goals

To win at B2B email marketing, you first have to understand the 
game. What are the right strategies? What defines success? How do 
you win?

It all starts with a goal. And everything you do should be focused on 
achieving that goal.

What is the goal of my email program?

This may be the most important question you can ask yourself 
as you prepare your B2B email messages. An email without a 
goal has negative effects for both the reader and the marketer. 
Recipients will not respond positively to any message where they 
have to figure out what to do. Marketers who send unfocused 
emails will see minimal activity, low response rates, and poor return 
on investment.

The goal should be obvious not only to you but to your recipient as 
well. If you review your email campaigns and the goals jump out at 
you, you’re doing it right. If it’s difficult for you to pick out the goal 
of your campaign, then it’s back to the drawing board.

Determining Your Goal
The first and most important step in building a successful email 
program has nothing to do with email. Instead, it has everything 
to do with your business. You must understand your marketing 
objectives as your email program (and likely other non-email 
marketing activities) should be focused on achieving business goals.

 
 
 
TAKEAWAY

Without 
a goal you 
can’t achieve 
success.

 
 
 
TIP

Always begin 
with the end 
in mind.  
Have a goal 
for your 
program.

CHAPTER 2  
Have a Goal
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 Are you launching a new product? Rebranding your business? 
Entering a new market? Trying to generate leads?

Nothing will derail an email marketing campaign faster than a 
campaign that doesn’t focus on the overall goals of your business 
(or one that focuses on too many goals simultaneously). A marketer 
must identify his or her business goal and begin preparing an email 
campaign with that goal in mind.

Identifying Goals:  
Hard and Soft Metrics
Goals can vary from business to business, but many campaign 
goals fall into either hard or soft metrics. Hard metrics are usually 
tied to financial success, while soft metrics are typically helpful for 
marketing insight. 

Hard metric goals include:
• Increase revenue/sales
•  Improve conversion rates (sales, opt-ins, downloads, sign-ups, etc.)
• Improve average purchase
• Generate more leads
• Generate better quality leads
•  Reduce acquisition cost (per marketing sourced lead)
• Increase customer retention
• Shorten the sales cycle
•   Lower internal costs

Soft metric goals include:
•  Educate and inform (making a better subscriber or prospect)
• Improve sales/marketing alignment
• Improve insights on metrics and ROI
•  Increase speed and agility for marketing campaign turnaround
•  Improve internal resources (less time for campaign creation, 
management, and analysis)

For most marketers, email campaigns with soft metric goals will 
eventually lead to insights or result in improvements that will help 
campaigns with hard metric goals. For example, educating and 
informing a recipient could lead to a sale. The sale would increase 
revenue and improve conversion rates. In the end, hard metric goals 
move the needle and result in tangible business results. So if your 
campaign is focused on soft metric goals, determine how those can 
lead to improving hard metrics goals in the future.

TAKEAWAY 

Whatever 
will define 

success  
for your 

business is  
your goal.
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Success Indicators
Once your goals are established, everything you do with your 
marketing should work toward achieving your goals. So how do 
you know if you’re on the right track? There are many indicators of 
success. Indicators are not success metrics themselves, but they do 
provide insight into recipient engagement and the path taken to 
achieve success. Typical success indicators include:
• High deliverability rate
• High open rate
• High click-through rate
• Low bounceback rate
• Low number of spam complaints
• Low unsubscribe rate
• High number of forwards
• High number of social shares
• Increased website visits

Success indicators should not be used in place of campaign goals 
but may indicate why a campaign goal was improved or achieved. 
For example, if you change your call to action in your email and 
see a 20% rise in click-throughs, which leads to a 10% increase in 
conversions, then you can assume the rise in click-throughs was an 
indicator of your campaign’s success.

Using and Improving Benchmarks
Once you understand your goals and success indicators, review 
your campaigns and see how they are performing. Are there any 
significant drop-offs in performance over your past campaigns? Any 
dramatic improvements? If so, try to understand why. Then analyze 
your results to determine an average for your success indicators. Set 
those as your baseline benchmarks.

The goal for your next campaign is to try to improve the 
performance of your baseline benchmarks by increasing hard 
metrics. For example, if your campaign typically averages a 25% 
open rate and a 2% conversion rate and then a change to your 
subject line bumps your numbers up to a 30% open rate and 3% 
conversion rate, you can assume your subject line change lead to an 
increased open rate that increased conversions.

How to Get Results That Matter
Winning email marketers know it’s not just about getting results–it’s 
about getting results that matter. Marketers need to have a way to 
define what results will help them achieve their business goals.
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In order to achieve those goals, marketers must set themselves up 
for success. To get results that matter, marketers must:
1. Implement tracking;
2. Make changes to a live campaign if necessary;
3. Track and measure success;
4. Identify points of failure and change them; and
5.  Understand how results can be analyzed to determine ROI.

Get to Know Your Data and Analytics
There’s only one place to understand the difference between success 
and failure, and that’s in the data. Successful marketers spend hours 
reviewing data and analytics reports. They slice, dice, and dig into 
the results so that they have a full grasp on what worked, what didn’t 
work, and where there’s room for improvement.

B2B email marketers should get to know the analytics reporting 
tools and functions they have available to them. They not only need 
to know their email platform tracking features, but also how to 
access data and get results from other marketing platforms such as 
their website analytics, CRM tools, databases, automation software, 
call centers, customer support, e-commerce platforms, sales teams, 
and more.

Knowing how to access this data PRIOR to pushing the “send” 
button is imperative. Marketers should set up pre-campaign trials in 
order to test everything they need to track and analyze campaign 
results. It’s always a good idea to run a full test to ensure all 
tracking so that a full analysis of the campaign can be completed 
after it is delivered.

The Importance of Conversion Tracking
If you can’t determine whether or not a recipient completed an 
intended action, you can’t evaluate the success of your campaign. 
Since conversion tracking is the holy grail of marketing analytics, it 
must be planned and set up prior to any campaign activity.

For some B2B email marketers, this means setting up landing pages 
or using trackable links or working with their IT or web team to 
embed tracking pixels in websites so that any post-email activity can 
be determined. It may also mean understanding what data can be 
captured or accessed, and how that data can be used to help you 
understand marketing activity.

TAKEAWAY 

Constantly 
establish 

and refine 
benchmarks 

and try to 
improve them 

for every 
campaign.
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In many cases a conversion from a marketing campaign may take 
place beyond the digital realm. A marketing email could initiate a 
phone call, a direct connection with a marketing representative, filling 
out and submitting paperwork, or some other action. If the goal of 
your campaign is to initiate that conversion, it is important to find a 
way to track that conversion activity prior to your campaign delivery. 
This may mean working with your inbound call center to make sure 
they include a question like “how did you hear about us?” when taking 
orders; it could require adding a field to your CRM application to track 
the source of a lead; it could also mean adding something that can 
be input (coupon code) or scanned (QR Code, bar code, etc.) from a 
printed document at the point of sale.

And no matter how well you prepare and how diligent you are with 
your tracking, there will always be scenarios where you won’t be able 
to track every conversion. Someone somewhere will click through 
on that year old email at the bottom of their inbox. This holy grail of 
metrics is never truly attainable, but it is important to try to track and 
analyze as much of the conversion process as possible.

Develop Programs for Acquisition,  
Nurturing, Retention, and Re-activation
The first programs many B2B marketers initiate are aimed at 
retention; they often use newsletters for this purpose, and many 
businesses stop there. The goal of newsletters is to keep recipients 
informed of business activity, new products, services, and case studies 
that will educate and provide insight on the sender’s business. But 
businesses that are truly committed to using email for customer 
retention will also send emails to existing customers to show their 
appreciation of their relationship through personalized content, 
educational materials, product or service announcements, and more.

When businesses focus on programs built around acquisition and 
nurturing, they are aiming to move contacts through the sales cycle. 
Acquisition and nurturing programs are meant to educate and 
provide incentive to recipients so that they migrate from a soft lead to 
a purchase. These programs can be extensive and may require many 
messages. Each message may be scheduled and delivered based 
on a period of time, a user action (such as an open or a click), or an 
event trigger. Many businesses rely on marketing automation software 
for these programs to assist in managing the rules and activity from 
these campaigns. (We’ll explore automated campaigns further in 
Chapter 18.)



20

PART ONE: B2B Email Strategy: Plan for Success

Brands that try to re-engage non-active subscribers will find value 
in awakening value out of dormant contacts. Many businesses find 
that large parts of their database go “dormant” over time. Recipients 
won’t open emails, but they won’t unsubscribe either. Identifying 
and targeting these contacts with special offers, information, or 
other custom messaging can help re-engage the contact and return 
them to an active subscriber. Re-activation programs can be highly 
beneficial to almost all businesses but can particularly benefit those 
with older contacts or those with low open rates.
 

Winner’s Circle:
•  You can’t achieve success if you can’t 

define success. As a first step, identify the 
business goals for your email campaigns.

•  Identify success indicators, so you can see 
which parts of your campaign are working 
well and which need improvement.

•  Determine benchmarks, and try to improve 
your benchmarks for every future campaign.

•  Understand how to get results that matter. Do 
the work required before campaign delivery, 
so you can track and measure results.

•  Make sure you can track conversions that occur 
online via email or website and offline via phone 
call, point of sale, or other personal interaction.
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